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Abstract 
 
The Relation Between Work Motivation and Project Management Success: An Empirical Investigation 
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Management, Post Graduate Programmes, Lille, France 
 
The content and context of work significantly influences an employees’ satisfaction. While managers see work 
motivation as a tool to engage the employees so that they perform better, academicians value work motivation 
for its contribution to human behaviour. Though the relationship between employee motivation and project 
success has been extensively covered in the literature, more research focusing on the nature of job design on 
project success may have been wanting. We address this gap through this study. 
The present study contributes to the extant literature by suggesting an operational framework of work motivation 
for project—based organizations. We are also advancing the conceptual understanding of this variable by 
understanding how the different facets of work motivation have a differing impact of the various parameters of 
project performance.  
A survey instrument using standardized scales of work motivation and project success was used. 199 project 
workers from various industries completed the survey. We first ‘operationalized’ the definition of work 
motivation for the purpose of our study through a principal component analysis of work motivation items. We 
obtained a five factor structure that had items pertaining to employee development, work climate, goal clarity, 
and job security. We then performed a Pearson’s correlation analysis which revealed moderate to significant 
relationship between project outcomes ad work climate; project outcomes & employee development. In order to 
establish a causality between work motivation and project management success, we employed linear regression 
analysis. The results show that work climate is a significant predictor of client satisfaction, while it moderately 
influences the project quality. Further, bringing in objectivity to project work is important for a successful 
implementation.  
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THE RELATION BETWEEN WORK MOTIVATION AND PROJECT MANAGEMENT 
SUCCESS: AN EMPIRICAL INVESTIGATION 
 
ABSTRACT 
The purpose of this paper is to investigate the influence of work motivation on project 
management success empirically. Though the relationship between employee motivation and 
project success has been extensively covered in the literature, more research focusing on the 
nature of job design on project success may have been wanting. We address this gap through this 
study. We used standard models of work motivation and project management success as an 
analytical framework to develop a survey instrument. 199 project workers from various industries 
completed the survey. We first ‘operationalized’ work motivation using a principal component 
analysis. This was followed by a Pearson’s correlation analysis and regression analysis to 
understand the causality between work motivation (as independent variable), and project 
management success (dependent variable). The results show moderate to significant relation 
between work motivation and project success with the factors work climate and work objectivity 
as being important for project management success. 
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INTRODUCTION 
Work motivation is a driver to organization’s performance. While managers see work motivation 
as an important tool to engage the employees, academicians value work motivation for its 
contribution to the understanding of human behaviour. However, though the relationship between 
motivation and project outcomes has been well presented in general management and project 
management literature, more research focusing on the nature of work design and its influence on 
project success. We address this gap in the literature by studying the relation between work 
motivation and project management success.  The present study contributes to the extant literature 
by suggesting an operational framework of work motivation for project—based organizations. 
We are also advancing the conceptual understanding of this variable by understanding its 
influence on the project outcomes very specifically.  To do this, we are asking the following 
questions: 
• How should we understand work motivation in project—based organizations? 
• Does work motivation influence project management success? If yes¸ then are all 
dimensions of work motivation equally important for achieving project management 
success? 
For the purpose of this research, we have used the project success model proposed by Pinto & 
Slevin (1986) as a point of reference. They identified the metrics for project success as ability to 
achieve client satisfaction, be able to produce the deliverables of the right quality (as perceived by 
the customer), and success with the implementation process of the project. 
 
Clarifying this understanding of project success, De Wit (1988) argued that project success 
implies satisfying the overall goals of the project while project management success would mean 
satisfying the objectives of time, cost, and quality. Extending this line of inquiry to distinguish 
project success and project management success, Munns & Bjeirmi (1996) stated that project 
management ends when the project is delivered to the customer. Thus, it is only a subset of the 
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total project lifecycle. On the other hand, project success is long term and can only be measured 
over its lifecycle in terms of functioning of its deliverables. Using this standpoint as a reference, 
we will study ‘project management success’ and not ‘project success.’ 
In case of work motivation, we connote to Pinder’s definition of work motivation (1998) referred 
to set of forces within and beyond the individual’s being to initiate work related behaviours. 
  
This definition of work motivation are firmly grounded in the various theories of motivation such 
as Theory of needs (McClelland, 1961), Equity theory (Adams, 1963), Goal setting theory 
(Locke, 1968), and Job characteristic model (Hackman & Oldham, 1976) where references to 
specific features of work that are motivating to the employees have been given.  Building on this 
understanding of work motivation, Campion &  Thayer (1985) have identified the constructs of 
work motivation (what could be termed as the set of forces in Pinder’s definition of work 
motivation). These constructs relate to the socio-technical perspective, the intrinsic motivation 
perspective, and the job design perspective.  We use these models on work motivation and project 
management success as an analytical framework for our study. 
Figure 1 summarizes the discussion on our choice of analytical framework so far. 
 
Figure 1. Analytical framework of the study 
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We have organized our paper thus. We start with a discussion of literature that presents relation 
between work motivation and project management success. In the following methodology 
section, we will explain our research design, and statistical analysis. We perform a principal 
component analysis of work motivation items to derive an operational definition of work 
motivation for this study. We will then employ correlation and regression analysis to determine 
the relationship between work motivation (independent variable) and project management success 
(dependent variable). The third section of the paper will present the observations. This will be 
followed by the discussion of the results. Limitations and directions for future research will 
follow to be summed up by the conclusion. 
THEORY 
Literature review: Work motivation and Project management success 
Based on the studies done by Campion & Thayer (1985), we have categorized the literature on 
work motivation into three different approaches—the socio-technical perspective, the intrinsic 
motivation perspective, and the job design perspective. 
Socio-technical perspective of work motivation & project management success 
Trist (1970) terms project organizations as a socio—technical system that amalgamates 
sociological and technical perspectives for successful management. Socio—technical system 
(STS) is understood as a system design approach whose objectives are to meet the task 
requirements while also satisfying the team members. It views the organization as a system 
comprising of two jointly independent but correlative interactive systems—social and technical. 
The social system is concerned with the attributes of people (skills, attitudes, values, rewards, 
authority) while the technical system pertains to processes, technology, and tasks which are 
required to achieve the outputs.  (Bostrom & Heinen, 1977). STS assumes that the outputs of the 
organization system are contingent upon the interaction between these two systems. Hence, any 
job design must understand the relation and interaction between these systems. 
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The importance of understanding the relation between these two subsystems is brought forward 
by a numerous studies (Markus, 1984) who posit that this is important for successful development 
and implementation of a management information system. The items that belong to this 
dimension of work motivation are feedback on performance, employee recognition, parity of 
rewards, access to project information, and communication flow between the project team 
members. 
Literature suggests that these elements of the socio—technical perspective have a significant 
relationship with the project management success. Table 1 summarizes the important literature in 
this direction. 
Table 1. Literature: Socio—technical approach & work motivation 
Author(s) Variables Methodology Conclusion 
Evans & Hoole (2004) Insufficient employee 
recognition and 
project failure 
Questionnaire 
administered to 67 IT 
managers, 48 business 
managers, and 67 
randomly chosen IT 
companies in South 
Africa 
Lack of recognition is 
a major reason for 
project failure 
Bostrom & Helnen 
(1977) 
Feedback on 
performance and 
success of MIS design 
(project scope) 
Literature review of 
Management 
Information Systems 
(MIS) literature 
Providing feedback on 
performance to the 
system designers is 
important for 
successful design of 
MIS 
Hoegl & Genuenden 
(2001) 
Exchange of 
communication 
between the team 
members and project 
performance 
(adherence to 
schedule and budget 
constraints) 
Empirical study 
employing structural 
equation analysis of 
575 team members, 
team leaders, and 
managers of145 
German software 
teams 
Constant sharing of 
information (project 
related and informal) 
is critical to project 
success in terms of 
facilitating better 
project performance  
Gemuenden & 
Lechler (1997) 
Information flow and 
project success 
German Projects Large scale 
information flow is 
critical for project 
success 
Hyvari (2006) Communication and 
client satisfaction 
54 project workers 
drawn from Project 
Management 
Association—Finland; 
Communication is 
important for project 
success in terms of 
client consultation and 
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mixed research 
methodology 
comprising of 
interviews and chi—
square test 
acceptance of the 
project 
Tang, Duffield, & 
Young (2006) 
Financial incentives 
and project success 
115 project 
professionals 
associated with 46 
project design, 
contract, client, and 
planning 
organizations 
identified in the 
Chinese construction 
industry; pearson’s 
correlational analysis 
The relation between 
financial incentives 
and project success is 
moderated by the 
strength of the 
partnership between  
the project 
stakeholders 
 
Intrinsic motivation perspective and project management success 
 
Intrinsic rewards are those that exist in the job itself (Herzberg, Mausner, & Snyderman 1987). 
Examples of such rewards are opportunities for achievement, autonomy, and responsibility on the 
job (Maheney & Lederer, 2006).Intrinsic rewards motivate the team members to focus on the 
goals. When these goals are achieved, individuals experience a psychological growth which 
would lead to favourable project related outcomes. The literature focusing on the influence of 
intrinsic motivation on project management success seems to be divided. While there is strong 
support for intrinsic motivation as being a determinant of project management support (Dong-Gil, 
Kirsch, King, 2005), there is also evidence on the role of mediating variables such as group 
cohesiveness on the relation between work motivation and project management success (Mam & 
Lam, 2003). Other studies show only moderate influence of work motivation on project 
management success (Mahaney & Lederer, 2006). This, and the other literature is summarized in 
table 2.  
Table 2. Literature: Intrinsic motivation & project management success 
Author(s) Variables Sample and 
Methodology 
Conclusion 
Mahaney & Lederer Intrinsic motivation 202 project managers Partial support for 
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(2006) and Client 
satisfaction¸ perceived 
quality, and 
implementation 
process 
managing information 
systems (IS) projects; 
structural equation 
modeling 
suggesting the 
positive influence of 
intrinsic motivation 
on perceived quality, 
client satisfaction, and 
implementation 
process 
Procaccino, Verner, & 
Loreznet (2006) 
Intrinsic motivation 
(defined in terms of 
sense of achievement, 
autonomy at work), 
Project success 
(defined in terms of 
managing the 
expectations of 
customers, achieving 
quality) 
30 software 
developers, frequency 
distribution 
Sense of achievement, 
and autonomy at work 
are strong predictors 
of managing customer 
expectations and 
achieving quality on 
the project 
Man & Lam (2003) Job complexity & 
project performance 
381 project teams 
drawn from Hong 
Kong and US 
branches of an 
international bank 
The positive relation 
between job 
complexity and 
project performance is 
mediated by group 
cohesiveness 
Man & Lam (2003) Task autonomy & 
project performance 
381 project teams 
drawn from Hong 
Kong and US 
branches of an 
international bank; 
mediated regression 
analysis 
The positive relation 
between task 
autonomy and project 
performance is 
mediated by group 
cohesiveness 
De Varo, Li & 
Brookshire (2007) 
Task autonomy and 
product/service 
quality 
2191 responses 
considered from 
British Workplace 
Employee Relations 
Survey (WERS, 1997 
to 1998); correlation 
Task autonomy is 
strongly correlated to 
product/ service 
quality delivered 
 
Job design perspective and project management success 
Job design includes job enrichment and job enlargement. Job enlargement refers to increasing the 
motivational value of a job by performing a greater number of tasks at a similar level (Lawler, 
1969). On the other hand, job enrichment is the vertical loading of the job where tasks performed 
by someone higher up in the organization are assigned to the employee (Hackman & Oldham, 
1976). 
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As opposed to the socio—technical perspective of work motivation, we found no literature that 
studies the relation between job enlargement, job enrichment and project success. Job 
enlargement is to expand the content of the job to do greater number of tasks. In case of projects, 
the workers are more often responsible for a specific deliverable. Hence, their efforts would be 
concentrated on achieving this focused outcome rather than be engaged for project tasks in 
general. Thus¸ job enrichment rather than job enlargement is likely to be more prevalent in case 
of projects. However, at this stage, we speculate that the relation between job enrichment, job 
enlargement, and project success is ambiguous. 
 
METHOD 
Ontology, Epistemology, & Methodology 
Our research has been designed to be deductive in nature and reflect objective inquiry.  In this 
paper, we seek to present an acceptable notion of the relationship between work motivation and 
project management success. Thus, our research is grounded in Parmenidean ontology. We study 
‘being’ rather than ‘becoming’ (exploring the relation between work motivation and project 
management success empirically at a particular instance rather than extrapolating the 
relationship). Thus, epistemologically, we have taken a positivist stance that strongly advocates 
empiricism and logical reasoning (vis-à-vis intuition) to explain the phenomenon. Reflective of 
our research philosophy is our methodology which is quantitative in nature. 
Metrics 
To measure work motivation, we used motivational items included as a part of the ‘multi method 
job design questionnaire’ (MJDQ, Campion, 1988, Campion and Thayer, 1985). Campion (1988) 
modified the original MJDQ to study employees from 92 different jobs using this instrument 
(N=1024). The self-report data from this sample produced an internal consistency reliability of 
.85 for the ‘Motivational Items’. The measures are detailed in table 3. 
Table 3. Work motivation items 
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Serial 
No. 
Item 
1 Allows freedom and discretion in scheduling work and other decisions (FRDMWRK) 
2 Is significant when compared to other jobs (SGNFB) 
3 Gives a feeling of achievement (ACVMT) 
4 Opportunity to participate in job related decisions (PPTDM) 
5 Chance to do a whole piece of work  (CMPLTWRK) 
6 Feedback from work about my performance  (FDBWRK) 
7 Feedback from managers and co—workers  (FDBCOLL) 
8 Social interaction with team or co-workers  (SCRINTRON) 
9 Goals are specific (CLRGLS) 
10 Access to relevant communication channels (COMMFLW) 
11 Adequate pay when compared with similar jobs  (ADQPTPY) 
12 Gives adequate recognition  (ADQTRCGN) 
13 Offers job security  (JBSCRTY) 
14 Advancement to higher level jobs  (ADVJOB) 
15 Opportunity for learning and improve competency (ADVCOMP) 
16 Variety of tasks and activities (TSKVAR) 
17 Variety of knowledge and skills (KNWLVAR) 
18 Requires high level knowledge and skills (KNWLHIGH) 
 
To measure project success, survey instrument used by Pinto and Slevin (1988) is proposed to be 
used. These success items were first developed by Pinto and Slevin (1988) and were later 
modified by Gemuenden and Lechler (1997). Their work involved rating of these success items 
by senior managers, project leaders, and project team members, from USA and Germany (N=665 
). They revealed a cronbach alpha values ranging from .71 to .87 for the success scales indicating 
sufficient measurement quality. The measures are detailed in table 4. 
Table 4. Project management success items 
Construct Item 
Used by its intended users 
The developed project works 
Directly benefits the intended users through increasing efficiency or 
employee effectiveness 
Non-technical start up problems minimal as project readily accepted by 
intended users 
Client satisfaction 
(SUCCS) 
Important clients affected will make use of the project 
Will have a positive impact on those who make use of it 
Results are an improvement over the way clients worked on these 
activities 
The project is the best choice among the alternatives for the given 
problem 
Perceived Quality 
(SUCPQ) 
More efficient decision making for the clients 
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Satisfied with the progress of project completion 
Came in within its original schedule Implementation success (SUCIP) Came in within its original budget 
 
 
Procedure 
All the potential participants identified were contacted in person by the authors. Only those who 
were working in a project-based organization were contacted. A comprehensive explanation of 
the purpose of the research study, and its outcomes summarized in an explanatory cover letter 
accompanied the survey instrument.  We handed in 315 questionnaires in total and obtained 199 
valid responses, thus giving us a healthy response rate of 63.1%. 
Sample 
The sample comprised of 187 participants of the various training programs conducted by the 
authors’ university. There were also 12 delegates of an international project management research 
conference organized by the authors’ university (a total of 199 responses). The average age of the 
respondents was 27.4 years (S.D.=6.5) and the average work experience was 4.3 years 
(S.D.=2.4). The average budget for the projects was USD 590,200. The respondents belonged to 
various industries (see figure 2) and were functioning in project—based environments. Hence, the 
sample is adequately heterogeneous 
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Figure 2. Respondent profile by industry 
 
Analysis 
We first operationalized the definition of work motivation for the purpose of this research. We 
performed principal component analysis of the work motivation items proposed by Campion & 
Thayer (1985) to obtain a five factor model with the following factors—‘Employee 
development,’ ‘Work climate,’ ‘Perceived equity,’ ‘Work objectivity,’ and ‘Job security’. These 
five factors have been explained in detail in the discussion section. Using these five factors as the 
operational constructs for work motivation, we employed Pearson’s correlation between the 
constructs of work motivation and project management success (with the constructs of customer 
satisfaction, project quality, and implementation success). A correlation analysis was used 
because the correlation coefficient can measure the strength of any association between a pair of 
variables. Based on these results which showed moderate to strong correlations between work 
motivation and project management success, we performed a linear regression analysis between 
work motivation (as the independent variable) and project management success (dependent 
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variable) as a supplemental analysis. This had to be done because in a correlation analysis, 
variables are treated symmetrically and a high correlation does not indicate causality. Therefore, 
the actual relationship between work motivation (as the cause), and project management success 
(as the effect) would only be obtained through a regression analysis.  We have used SPSS to 
perform the analysis. All these results are presented in the Observations section below 
OBSERVATIONS 
Principal Component Analysis of Work motivation 
The results of the principal component analysis of the work motivation items revealed a five 
factor structure that explain 60.5 % of variance (K.M.O.= .82). The first factor accounting for 
16.6% of total variance and loads essentially, and in that order, variables ADVJOB, KNWLVAR, 
PPTDM, KNWLHIGH, ACVMT, and ADVCOMP We label this factor as ‘Employee 
development’. The second factor that explains 14.4% of variance loads variables TSKVAR, 
SCRINTRON, FDBWRK, SGNFJB, and COMMFLW. We call this factor Work climate. Factor 
three which accounts for 12.3% of variance, loads the variables ADQTPY, ADQTRCGN, 
FRDMWRK, and FDBCOLL. This factor is labeled as ‘Perceived Equity’. Factor four called 
‘Work Objectivity’ contains variables CMPLTWRK, and CLRGLS explaining 10.0 % of 
variance. Finally, factor five which we name ‘Job Security’ has only one variable JBSCRTY, 
explaining 7.2% of variance.  These results are summarized in table 5. 
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Table 5. Principal Component Analysis of Work Motivation items 
Rotated Component Matrix a
.742 .149 .174 -.074 .064
.672 .106 -.066 .388 -.028
.662 .075 .308 -.132 .304
.641 .336 -.058 .297 .060
.539 .444 .206 .290 -.172
.534 .141 .174 .516 -.055
.172 .748 -.006 .202 .179
.088 .724 .217 .026 .049
.279 .591 .465 -.097 -.013
.429 .553 -.008 .193 .112
.414 .420 .357 .096 -.138
-.043 .052 .717 .188 .010
.208 .172 .612 .031 .145
.037 -.161 .573 .039 .544
.162 .279 .555 .209 -.028
.146 .012 .132 .797 -.008
-.003 .349 .270 .610 .221
.082 .227 .040 .062 .854
ADVJOB
KNWLVAR
PPTDM
KNWLHIGH
ACVMT
ADVCOMP
TSKVAR
SCRINTRON
FDBWRK
SGNJB
COMMFLW
ADQTPY
ADQTRCGN
FRDMWRK
FDBCOLL
CMPLTWRK
CLRGS
JBSCRTY
1 2 3 4 5
Component
Extraction Method: Principal Component Analysis. 
Rotation Method: Varimax with Kaiser Normalization.
Rotation converged in 8 iterations.a. 
 
Pearson’s Correlation : Work Motivation & Project Management Success 
The Pearson’s correlation analysis reveal significant to moderate correlations between the 
constructs of work motivation on project management success. The factor work climate has 
significant correlations with customer satisfaction (r = .55; p<=.01), project quality (r=.50; 
p<=.05), and implementation success (r=.38; p<=.05).  Employee development factor has a 
correlation of .39 with customer satisfaction, .36 with project quality, and .38 with 
implementation success (all significant at .01). Work Objectivity surprisingly has only moderate 
correlation with customer satisfaction (r=.30; p<=.05) and project quality (r=.27; p<=.05). 
However, it has a strong positive correlation with implementation success (r=.36; p<=.05). On the 
other hand, the factor Perceived Equity shows a strong positive correlation with customer 
satisfaction (r= .35; p<=.05), and a moderate correlation with project quality (r= .25; p<=.05),and 
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implementation success (r =.29; p<=.05). Finally, the factor Job Security shows a strong positive 
correlation with customer satisfaction (r=.37; p<=.05). However, it only moderately correlates 
with project quality (r=.25; p<=.05), and implementation success (r=.14; p<=.05). These results 
are summarized in table 6. 
To be noted here is that a discussion of the correlations within the constructs of work motivation 
and project management success is beyond the scope of this paper 
Table 6. Pearson’s Correlation: Work motivation & Project management success 
 
Regression Analysis: Work motivation & Project management success 
The dependent variables were customer satisfaction, project quality, and implementation success 
pertaining to the project management success factor. The independent variables were employee 
development, work climate, perceived equity, Objectivity, and Job security 
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The results of the regression analysis between the variables of work motivation and customer 
satisfaction show an adjusted r2 value of .36. As expected, work climate has emerged as a strong 
predictor of customer satisfaction (β= .42; p=.000). Job security is also a moderate predictor of 
customer satisfaction (β=.21; p=.001). See table 7 below for these results. 
Table 7. Regression analysis: Work motivation & Customer satisfaction 
 
Next, work motivation has only proven to be a moderate predictor of implementation success 
(adjusted r2 =.23; p=1.39). Apart from the factor Work objectivity (β=.20; p=.006), other factors 
do not explain the relationship significantly (see table 8). 
Table 8. Regression analysis: Work motivation & Implementation success 
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Finally, we observe that work motivation is only a moderate predictor of project quality (adjusted 
r2=.28). Apart from Work climate (β= .42; p=.000), other variables do not significantly explain 
project implementation success (see table 9). 
Table 9. Regression analysis: Work motivation & Project quality 
 
DISCUSSION 
Results of Work motivation: Principal Component Analysis 
The result of the principal component analysis has clearly identified the constructs of work 
motivation in the context of project management. What is most interesting is that factors 
contributing to the employees’ growth and a congenial work environment have been perceived to 
be most important by the project workers. These results are understandable given that project 
workers tend to value their skill sets highly and therefore are motivated by jobs that offer a 
challenge, allowing them to participate in decisions pertaining to their work, and thus give them a 
sense of achievement. These results complement earlier research which posit that project workers 
look for opportunities to maximize their competencies through nature of work which they find 
intrinsically motivating. 
Factor 1.  Employee development 
The concept of employee development has its roots in various substantive issues such as intrinsic 
motivation, job design, participative decision making, social learning theory and self-
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management theory. Our observations for this factor—Employee development supports these 
arguments through the loading of variables related to enriching job design (knowledge variety, 
high level of knowledge, advancement on the job), participative decision making , and intrinsic 
motivation (employees having a sense of achievement). These findings are supported by Spreitzer 
(1996). The proclivity for empowering nature of work is truer in case of project workers because 
their work requires a great deal of flexibility, innovation, creativity, and intellectual analysis. 
They also need to operate under ambiguous standards coping with uncertainty of outcomes. 
Moreover, methods for doing the work are established and shared by the professional themselves. 
Thus, control over their work by the management at least at the operational level would prove to 
be counter productive (Raelin, 1989). 
Factor 2. Work climate 
In accordance with this result is the perception of the factor work climate by the project workers. 
In order to operationalize and explain this factor, we draw upon the Shared perceptions approach 
(Reichers & Schneider, 1990; Anderson & West, 1998) of work climate. According to this, 
organization climate is defined as a set of shared perceptions (of the group members) of the way 
things are around here. Anderson & West (1998) posit that climate for the work group is 
developed when the members have a common objective to attain, have sufficient task 
interdependence, and when they are constantly interacting with each other to successfully execute 
these tasks.  
 
Viewing this with a project management perspective, we know that  projects are complex 
organization structures in terms of the extent of task interdependencies among the team members. 
Further, communication among various stakeholders is pivotal for its success. Understanding that 
project workers may want to maximize their opportunities for growth by accepting and 
performing challenging work, they would value support in this direction from the project work 
environment. Providing access to project related information and, facilitating formal and informal 
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communication aids the project workers to perform better. Therefore, the factor work climate 
may be an instrumental factor to achieve the terminal objectives of the project workers. 
Factor 3. Perceived equity 
This factor loads variables pertaining to financial and non-financial rewards such as adequacy of 
pay, recognition, freedom of work, and feedback on performance. Theoretically, this factor can be 
explained by Equity theory of motivation (Adams, 1965).  
This theory states that individuals tend to weigh the outcomes achieved with respect to their 
efforts. An individual will perceive this ratio of inputs and outcomes to be fair if it is comparable 
with his or her group. This either leads to satisfaction and dissatisfaction. In case of project 
management specifically, Li¸ Bingham, and Umphress (2007) argue that employees’ perception 
of this fair treatment or lack of it within the organization has performance implications.   
An important determinant of employees’ positive perception of the organization’s climate is the 
information which the employee obtains on his or her performance on the job.  
Professionals, in this case the project workers especially value a sense of responsibility. These 
expectations are expressed in their proclivity for freedom at work and also in obtaining feedback 
on their performance.  Obtaining such information on their performance is perceived as a symbol 
of recognition and as a non financial reward by the employees (Robbins & Sanghi, 2005). For 
example, Kluger and DeNisi (1996) document that team members will especially value feedback 
with respect to project performance parameters such as product’s functionality, budget, and 
schedule.  On the other hand¸ financial rewards, especially if they are linked to performance, also 
is a form of feedback on the individual’s performance. Further, employees are motivated only 
when performance is linked to rewards. (Armstrong, 2003). Thus, fairness in the financial and 
non—financial rewards given to the project team members affects their motivation. 
Factor 4. Work objectivity 
This factor loads two variables—goal clarity, and task identity. The importance of goal clarity is 
well documented in the Goal setting theory of motivation by Edwin Locke (1968). This theory 
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assumes that clear and specific goals will lead to increased performance and more importantly, 
goals should be acceptable to the employees.  
 
Considering these assumptions as a point of departure and commenting on the relationship 
between goal clarity and task identity, Umsot, Mitchell, and Bell Jr (1978) posit that goal setting 
involves integration of individual task goals with the departmental or organizational goals, this 
creating a sense of completeness to the job. Extending this to project management, Kerzner 
(2000) underscores the importance of goal clarity for achieving optimal project performance.  
 
Further, the project goals should be set realistically (Cicmil, 1997) with due consideration for the 
resources available (Pinto, 2000). This can be achieved through processes such as project scope 
development which would include documenting the project scope statement and developing the 
work breakdown structure (WBS). The WBS identifies major deliverables (products/ services to 
be produced as a part of the project) which are further divided into work packages (tasks that 
need to be performed to produce those deliverables). Individual members of the team or a team 
collectively may be assigned the responsibility of producing the deliverables, thus making that 
work unit accountable for an identifiable piece of work. Thus, specificity of project objectives in 
consonance with accountability of the tasks to be performed motivates the project workers. 
Factor 5. Job security 
An interesting observation is the factor Job security that has emerged as an independent factor. 
Job security has been defined as a hygiene factor in the two-factor theory proposed by Herzberg 
et al (1959) and as an ‘existence need’ in the ERG theory (Alderfer, 1972). Recent studies have 
shown that it is an important determinant of performance (Mierlo et al, 2007). Given the current 
economic scenario where organizations are forced to reduce their headcount, having a secured job 
is a significant motivation to the employees. This explains the emergence of job security as a 
stand-alone factor. 
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Results of Pearson’s Correlation: Work motivation and Project Success 
Work climate & project management success 
The results of correlation analysis with respect to the factors work climate and project 
management success concur with the literature where free exchange of formal and informal 
communication in the project team is important for its success (c.f.  Hyvari, 2006; Hoegl & 
Gemuenden, 2001).  
The individual’s drive to communicate stems from his desire for social contact, companionship, 
and emotional support which he gains by being a part of a group. In case of projects, apart from 
informal communication, there also exists formal communication in the form of proposals, 
policies, procedures, and reports which are frequently exchanged between the stakeholders.  
 
Srivastava et al (2006) underscores the importance of communication of task related ideas among 
the team members by stating that this ‘knowledge sharing’ is a critical team process that 
leverages the available knowledge resources in the team. Through this action learning that 
happens in the project team (Raelin, 2000) is directed at specific actions (Tsoukas & 
Mylonopolus, 2004) leading to project outcomes (client satisfaction, successful implementation 
of project, and attaining project quality).  It is in the same vein that the project workers seek 
constant feedback from their work environment to assess their progress on the project. Thus when 
individuals acquire and apply information that they get from various stakeholders, it lends a 
degree of significance to the individual’s task that again is intrinsically motivating. This translates 
as a positive correlation with the project performance parameters of customer satisfaction, project 
execution, and quality. 
Employee development & project management success 
Next, the factor employee development has strong positive correlations with the three project 
management success parameters. Opportunities for employee development through their 
empowerment leads to positive project outcomes such as improved quality, and reduction in the 
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operating costs ( Nykodym et al, 1994). This can be best illustrated by the concept of ‘co—
production’ that is well established in knowledge intensive firms.  
 
Knowledge intensive firms are those whose activities include accumulation, creation, and 
dissemination for the purpose of developing a customized solution for the client by a service—
provider (Betterncourt, Ostrom, Brown, & Roundtree, 2002).  To be able to successfully forge 
such a parternship, the client as well as the service provider need to assume multi—facted and 
highly collaborative roles. This will also include exchange of codified knowledge, tacit 
knowledge, and other project—critical information. This would imply that the service provider 
should understand the client’s current business, business processes, and also the environmental 
factors. Thus, it would require the service provider to acquire knowledge that is advanced and 
diverse.  The service provider may also be required to make decisions about managing the context 
(managing power relations within the organization structure), managing partners (focus on the 
client requirements, relationship with the other stakeholders), and managing processes ( 
managing processes across the project lifecycle). 
Work objectivity and project management success 
The factor Work objectivity loads variables related to the project objectives and task completion. 
Not surprisingly then, this factor shows a high positive correlation with the factor implementation 
success.  The importance of clear goals for successful projects is well documented in project 
management literature (Akkermans & Van Helden, 2002). Further, Salomo, Weise, and 
Gemunden (2007) ague that any change in the project goals with respect to the scope of th project 
or the functionality of the deliverable will make the intial investments obsolete and thus lead to 
project failure. 
Perceived equity & project management success 
The low correlations between Perceived Equity and project management success factors can be 
explained by the opposing relationship between the intrinsic and extrinsic motivation. Perceived 
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equity loads variables that are extrinsically motivating to the project team members. On the other 
hand, there is a high positive correlation between Employee development (variables loading on to 
this factor are pertaining to the job and are intrinsic in nature; Mahaney & Lederer, 2006). Thus, a 
high degree of intrinsic motivation among the employees is dominating the extrinsic motives of 
the employees to achieve project management success in this case. However, we reiterate that this 
relationship between intrinsic and extrinsic motivation is not necessarily opposing in nature. At 
best, we describe this relation as being non additive (intrinsic and extrinsic motivation together 
may not completely explain human motivation; rather the relationship is complex). While there is 
a large body of literature supporting this contention more recent work in project management has 
been cited by Roberts, Il-Horn, & Slaughter (2006). 
Job security & project management success 
The strong positive correlation between job security and client satisfaction can be explained 
through the nature of project workers and the changing nature of business. With globalization, 
rapid technological changes, and intense competition, there was a greater need for the corporate 
sector to engage highly skilled workers. This is especially true for technology intensive service 
industries such as Information Technology (IT). However, the cost of recruiting and retaining 
such a full—time labor force can be overwhelming. Moreover, these employees may resist 
updating their skills to meet the ever changing marker requirements Thus, we see the emergence 
of highly skilled knowledge workers who work in project—based organizations as an answer. 
Though they are paid by the staffing organizations, their work is defined by the client—
organization (Rassuli, 2005). So much so that client evaluations are an important criteria for a 
project worker’s assessment. Less satisfactory performance ratings by clients may lead to 
increased anxiety about job security and growth prospects among project workers (Clark et al, 
1997). 
Results of Linear Regression Analysis 
 22
The results show that work climate, which is the immediate work environment of a project 
worker plays an important role in delivering successful project. More importantly, variables 
related to project communication that load on to this factor seem to influence the project 
outcomes (Thamhain & Wilemon, 1987). 
Client satisfaction: developing the right climate 
With projects being executed across the globe through practices such as outsourcing and 
distributed working, client management has become a challenge. Talha, Manzil, & Durrani 
(2006) posit that there are significant challenges with respect to lack of understanding the user 
requirements, lack of user involvement, managing the unrealistic expectations of the client, and 
ambiguity of objectives. These challenges can be overcome if high quality communication (in 
terms of channel richness, content, and timing) is established between the project team and the 
client in the initial stages of the project. Previous research has shown that failure to involve the 
client in the development process and ineffective communication can lead to lower productivity 
and project failure. 
Project implementation success: Work objectivity as a key for successful implementation 
Work objectivity as a significant determinant of implementation success is explained through 
work of Pinto and Prescott (1990).They posit that project implementation essentially includes two 
stages—the planning stage, and a tactical stage. The planning stage sets the direction for the 
project where the overall project mission is established, the schedules and the target milestones 
are defined, and the nature of engagement with the client is defined. Not surprisingly then, the 
factor ‘work objectivity’, which includes the variables clarity of project goals, and task identity 
explain the relation with project implementation success significantly. Thus, when the resources 
are committed to the project, and work packages are scheduled to be produced in accordance with 
the project plan, the processes are formalized. This provides the project teams to structure their 
activities accordingly, take ownership of identifiable pieces of project work, and successfully 
implement the project. 
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On the other hand¸ the overall moderate relation between work motivation and the success of 
project implementation may be attributed to the fact that successful implementation should take 
into account both the planning and tactical issues of the project which would include management 
of personnel (recruitment, selection, and training), providing feedback to the personnel on their 
performance, and verifying the project’s technical capabilities. 
Project Quality: Work climate as the key 
It may be seen from the results of the principal component analysis that variables related to 
communication – feedback on performance, social interaction among team members, and 
exchange of information, significantly load on to the factor work climate. Underscoring the 
importance of communication to achieve product quality, Jha & Iyer (2006) argue that obtaining 
feedback from the client, effective monitoring & feedback from the project team members, 
maintaining informal communication within the team is important for the quality of the project.  
The overall weak relation between work motivation and project quality is best explained by the 
possible influence of other variables such as the contractual arrangements (Chua et al, 1999), 
quality training of the professionals and the management’s commitment to develop a culture of 
total quality management within the organization, and development of quality performance 
management system that can track the cost of labor and poor quality (Arditi & Gunaydin, 1998). 
Figure 3 below graphically summarizes the results of the principal component analysis of work 
motivation, and linear regression analysis. Only the most significant results from regression 
analysis are presented in the figure. 
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Figure 3. Graphical summary of results 
Table 10 summarizes the flow of analysis and the key findings of this paper. 
Table 10. Flow of analysis and important findings 
Analysis & it’s rationale Key findings 
Principal Component Analysis of Work  
 
Motivation. Considered Campion & Thayer 
(1985) model as the analytical framework. The 
model includes the following dimensions of 
work motivation: 
 
• Socio—technical perspective 
• Intrinsic Motivation perspective 
• Job design perspective 
 
Obtained a five factor structure. To be used as 
the operational definition for Work Motivation 
for this study. The factors are: 
 
• Employee Development 
• Work Climate 
• Perceived Equity 
• Work Objectivity 
• Job Security 
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Work motivation to be operationalized within 
project management 
Pearson’s Correlation Analysis 
 
Correlation between Work Motivation factors 
and Project Management Success factors. Used 
Pinto & Slevin (1986) metrics for project 
management success:  
• Achieving client satisfaction 
• Achieving project quality 
• Achieving implementation success 
 
Encompass the time, scope, cost, & quality 
metrics for project management success 
 
• Work climate has significant positive 
correlation with customer satisfaction 
• Employee development leads to higher 
customer satisfaction, better quality 
projects, and smoother implementation 
• Work objectivity  is important for 
successful implementation of the 
project 
• Perceived equity of financial and 
non—financial rewards by the project 
workers is important to attain customer 
satisfaction 
Linear Regression Analysis 
 
Used as a supplemental analysis to correlation 
and to understand the causal relation between 
work motivation (independent variable) and 
project management success (dependent 
variable) 
• Work climate is a strong predictor of 
client satisfaction , and project 
implementation 
• Work Objectivity significantly 
influences project implementation 
process 
 
LIMITATIONS & FUTURE RESEARCH 
As is the case with any research, we have identified two limitations of our study. The first 
pertains to the influence of other variables that might determine project management success. 
Previous research has shown that the project contractor’s characteristics will affect the project’s 
performance (for example the financial status of contracting firm affecting project cost 
performance, Hatush & Skitmore, 1997; contractors’ technical expertise influencing project 
quality, Ling, 2004). Apart from the contractor’s characteristics, other variables such as 
‘leadership’, where the project manager’s leadership style is influencing project success (Turner 
& Muller, 2005). Thus, future research may investigate the role of such variables on motivation 
and project management success. 
Our second limitation pertains to that of the sample. We have predominantly collected our 
responses at a single point of time from two broad sources. Hence, there may be issues of 
common source bias. However, given that our sample is heterogeneous, we expect the 
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relationship between work motivation and project management success to be fairly explanatory.  
However, we will collect our data from multiple sources in the future. 
CONCLUSION 
Managing successful projects with limited resources in a turbulent economic environment is an 
important issue for project managers and businesses today. In order to address this problem, the 
research investigated the role of work motivation on project outcomes.  
As an answer, we believe the study provides important insights to project management 
practitioners in terms of creating a work environment that can motivate people to deliver 
successful projects. The study also offers a framework for managers to design performance 
oriented reward systems.  
 
The study considered the work motivation model suggested by Campion & Thayer (1985) that 
encapsulates major work motivation theories to study how work influences project performance. 
In doing this, we have extended the scope of this model to project management, thus adding 
scholastic value to the discipline. We have identified specific determinants of project’s 
implementation (scope), cost, quality, and client satisfaction. By doing this, we have identified 
specific determinants of project management success. While these findings are not specific to any 
one industry or project—type¸ future researchers might consider carrying out a similar 
investigation in a particular industry for greater applicability of the findings. 
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